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Performance) and USAIDE1 Salvador Pollcy (Mission Operation Manual, Chapters 680 
and 770), attached is the Project Assistance Completion Report (PACR) for the 
Operational Program Grant No 5 19-04 10-G-00-3 120-00 Implemented by the Salesian 
Missions 

The purpose of the Project was to assist orphaned, abandoned and displaced children to 
make a smooth transition mto the new Salvadoran soclety @ost-war) as responsible and 
productive adults 

The Project mcluded the followmg major components 

1 Soclal Services Program 
2 Residential Program 
3 Basic Education Program 
4 Vocational T r a m g  Program 
5 Job Placement, Remedlal Programs and Income-Generatmg Activities 

The Project was implemented d m g  the penod June 30, 1993 through June 30, 1997 

The USAID grant was for US$505,000 00 and the total value of the Project was 
$4,3 18,258 00 



The PACR surnmmzes accompl~shments of the Project It includes lessons learned, 
conclusions, and recommendat~ons 
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PROJECT ASSISTANCE COMPLETION REPORT 
Operational Program Grant No 519-0410-G-00-3120-00 

I Summary of the Project 

A Goal and Purpose of the Project 

The purpose of the Project was to assist orphaned, abandoned and displaced chldren to 
make a smooth transition into the new Salvadoran society (post-war) as responsible and 
productive adults 

The objectives of the project were 

1 To provide a selected number of orphaned, homeless and displaced youngsters 
with adequate housing and living conditions 

2 To educate and tram needy, orphan, homeless and displaced youngsters in 
marketable slulls so that they will be able to earn an lncome from their s l l l s  

3 To upgrade the rnstitutions's services, make their delivery more efficient, and 
then- impact more effective 

4 To design vocational tramng programs that respond both to market demands and 
are appropnate to the needs and capabilities of youngsters 

5 To enhance the production component of the workshops so that they can provide 
for the material needs of orphan, abandoned, and displaced youngsters (clothmg, bedding, 
shoes, firrutwe) at the orphanage, as well as to contribute to the self-financing capacity of 
the institution 

6 To help place well tramed workers mto income-generatmg opportumties (jobs, 
apprenticeshps, mcro and small enterprises ) 

B Project Components 

The Project included the followmg major components 

1 S o c d  Serv~ces Program This program reached out to orphan and homeless 
chldren and provided them with emergency assistance (food, c lothg,  shelter) and medical 
and psychological services 

2 Residential Program Ths  program provided medium- and long-term shelter to 
chldren who need a home and special care and to chddren who are being prepared for 
remfication with their families, for re-entry into the formal education system, andor for 
placement rnto a vocational t r m g  program 



3 Basic Education Program Chddren attended an accredited school, grades 1 to 9, 
to prepare for entry into a vocational traning program or to continue w t h  their academic 
education 

4 Vocational Training Program Boys and g~rls, ages 13 - 19, part~cipated in 
various job tranmg courses They also learned how to set up micro- and small-scale 
enterprises and other income generation activities 

5 Job Placement, Remedial Programs and Income-Generating Act~vities Job and 
apprenbceshp placement services were provided to those who completed their traimg 
Qualified students also receive assistance to allow them to set up thelr own micro- 
enterprises or other income-generatmg activities 

C Analysls of the Present Status of the Project 

The pnmary purpose of the project was clearly acheved Ths  was accomplished through a 
comprehensive educational and preventive social services program whch helped youngsters 
move fiom a life on the streets, to an orphanage, and an educat~onal setting, then to 
independence and self-reliance The project facilitated thelr re-adjustment mto a more 
peacefbl and democratic way of life Ths  was done by improving the quality and impact 
of the services offered by the Ciudad de 10s N~iios (CDN) in Santa Ana and by 
strengtlhemg programs designed to address the spec~fic educational and social needs of this 
popdat~on 

The project has enhanced the CDN capability to serve orphaned, abandoned, and poor 
youth of the regon while creatmg a model program whlch upgraded the School's techtvcal 
and tmnmg capabilities The school has improved the quality of its teachers and staff, 
develqed ~nstruetional and informational materials Moreover, it has become a better place 
to live for the mare than 400 youth that lwe there The non-residential chldren who are 
served by CDN are benefiting also fiom the enhancements of the CDN The USAID grant 
helped CDN to evolve into a quality vocational trairung center 

II Finamla1 Status 
Expenditures 

U S m  Obllgat~on (As of June 30, 1997) 

Salesm Managed Activities $49 1,500 00 $ 491,500 00 
Audit 8,500 00 8,500 00 
Eva1 Wan 5,000 00 5,000 00 

Total fT8AID 

Salesm M~ss~ons 3,813,258 00 3,379,872 13* 
Total Bmject $4,318,258 00 $3,884,872 13 

* Expd.itures as of March 1998 equals amount obligated 



I11 Project Accompl~shments 

Ths  project achieved most of its original objectives, which is remarkable given the scope 
of the objectives and the difficulty of the circumstances in post-war El Salvador Project 
impact has also been greater than expected 

The project had set numerical indicators and they are compared wth  the overall dellvery of 
services in the following chart 

Goal Actual % of goal 
Servlces for the Ch~ldren Overall Overall Overall 

Education and Social Services 4,074 4,82 1 118% 
Vocabonal Trming Program 7,672 7,553 98% 
Hogar de 10s Niiios 1,320 1,547 117% 

Accomphshments of the project related to its objectives were as follows 

1 To provide a selected number of orphaned, homeless and displaced youngsters 
with adequate housing and living condltlons 

The grant did provide for children of displaced and fragmented families wth  the 
opporkmty for adequate housing and living condit~ons The Salesians mamtmned the 
center at 87%-loo%+ capacity during the four years of the project At the end of the 
project m four years the Ciudad de 10s Nuios reached 117% of its goal All these youth 
had educational opportunities wth some llmited appropriate youth employment 
opportumties for those youth who had no families or relatives to return to during the school 
breaks and holidays Durmg the school breaks and holidays efforts were made by the 
Salesm staff to see to the social and personal needs of each youth that stayed by offering 
outmgs, special dinners, events, and gifts at Chr~stmas 

2 To educate and train needy, orphan, homeless and displaced youngsters in 
marketable slulls so that they w11 be able to earn an income from their slulls 

The g& allowed youth the opportwty to learn slulls that are appropriate to an urban 
mark@ However, not all the youth that attended school at Ciudad de 10s Nifios had the 
opporkdy to find work m the c~ty Many returned to the areas of the country from whlch 
they mrnee whch do not have many job opportutllties in their slull areas In the last two 
years of #he project all youth recelved more tramng in preparation for work This allowed 
them to f i d  other employment and sustain this employment even though it was outside of 
the ymtWs slull area The problem of youth employment in its post-war economy IS still a 
pressmg nsue for El Salvador and may well be one of the contributing factors to the rise m 
youth gangs There is competition for employment wth ex-combatants as well as youth 
from ather tramng instltutions whch are located m hgh  population/industrial areas of El 
Salvabr, 



3 To upgrade the institutions's services, make their delivery more efficient, and 
their impact more effective 

Of all s f  the areas of impact of h s  grant, the institutional services have had the greatest 
improvement in quallty The involvement of youth in the decision making and 
development of programs, parental involvement, social, health and psychological services, 
upgraded teacher skllls, team building, and physical plant have all been impacted 
tremendously under t h s  grant With the implementation of greater team building in the 
p l m ,  disclplmne, Integration of educational components, and mamtenance of qualified 
staff, Ciudad de 10s Niiios has changed its image fiom an institution dealing wth  juvenlle 
d e h p n t s  to an institution that has quality vocational trai~mg, primary and secondary 
edu&on. One of the physical plant improvements that has made a difference IS the 
mdtrparpose auditorium/sports arena It was one of the real value added components of the 
grant It is useful for assemblies, sports activities, theater, social events, and civic activities 
It aka has an income generating component in that it can be let for weddmgs, mversanes, 
and d twa l  events It is one of the largest multl-use audltoriurns in Santa Ana 

4 To deslgn vocational traning programs that respond both to market demands and 
riate to the needs and capabilities of youngsters 

T ~ E  a an area where the Ciudad de 10s Niiios was dependent on market forces in the 
more than the quallty of their vocational education program Although the course 
ed was appropriate to the needs and capabilities of youth, it was difficult to 

market forces would ~mpact on youth employment With the demobilization of 
rces and the asslrmlation of all ex-combatants into the economy also came less 
for youth employment Ciudad de 10s Niiios, itself, was involved m traimg 

s wth  the help of USAID and other donors 

where youth have been successful finding employment have been in the 
m skdl areas of tsulormg, sewing, electrorucs, soldering, light manufacture, and 
There is a need for diversification of tramng and a deslre to expand the 
offered for the youth to the arts, photography, des~gn, auto body work, leather 
ductlon (beyond shoemalung, whch is already offered), and construction design 

5 To enhance the production component of the workshops so that they can provide 
erial needs of orphan, abandoned, and displaced youngsters (clothing, beddmg, 
iture) at the orphanage, as well as to contribute to the self-financing capaclty of 
on 

g, smocks and other clothmg were produced on the premises for the 
Fumture was refbmshed or built to supply the domtories, classrooms, lunch 

us of CDN C l o h g  was produced on contract A number of contracts 
rnalung mforms for sports teams and for UMBRO, an internationally 

s mform producer Block malung had been very productive Local people 
n holiday from CDN were employed in the block malung plant Colored 

s were also produced for a while, but the market for h s  was not sustamed The 



production bakery was both for internal consumption and for the local market The other 
workshops have had contracts when and where appropriate and did not interfere with the 
prlmary goal of the CDN, education and the welfare of chddren 

6 To help place well trained workers into ~ncome-generating opportumties bobs, 
apprenticeshps, micro and small enterprises ) 

As was stated earlier in the report, the problem of youth employment is still a pressing 
issue for El Salvador and may well be one of the contributing factors to the rise in youth 
gangs The same reasons stated above (4) - integration of ex-combatants into the economy, 
fluctuating market forces, and difficulties with placement outside of urban centers - all lend 
themselves to preventing youth from finding jobs in the fields which they are trained 
Friends of friends and famly are still the best primary network for youth employment 
searches Second, is the training of youth in how to seek employment - appearance, 
intermew skills, letters of introduction, presentation of trairung certificates and references 
The other issue is how to mamtain a job, which is crucial Each youth learns to be a "team 
member" m shop and learns the appropriate protocols for work as well as their rights as 
workers Ciudad de 10s Niiios has established a data bank of potential employers and links 
wth  the local Zona Franca and for employment matchng and development of m~cro/small 
enterprise 

IV Evaluat~ons and Audits 

The Frnal Evaluation of h s  Project was carried out in August, 1997 The evaluating team 
reached h e  fol lowg conclusion 

"The USMD grant to Ciudad de 10s Niiios significantly improved the quality of life for 
orphans and abandoned chldren that it served in El Salvador It accomplished this through 
upgradmg education, teacher slulls, team building in the staff, involvement of youth in the 
decismn malung and development of programs, parental involvement , social, health and 
psychologcal services, staff trmrzmg and leaderslup, and the improvements m the physical 
mfrasliructure of the village There IS still a need to continue programs and activ~ties that 
do more outreach to the extended and fragmented families of the Ciudad's youth These 
types of aictivities began and ~mproved under t h s  grant The need for appropriate youth 
employment related to their tralmng still presses the Ciudad de 10s Niiios, since that seems 
to be one of the components of a "bridge" to a happy and productive life after the 
program " 

Funds weae set aside for annual audits of the Project in accordance wrth OMB Circular 
A- 133 requirements Currently, there is no audit recommendations outstandmg for thls 
Projea 



V Summary of Lessons Learned and Recommendations 

It has only been a few years since the begimng of the "peace" in El Salvador The affects 
on El Salvador's children and youth are the followng 

* Families are st111 not uruted and the tide of emigration away from El Salvador due to the 
trend created durlng the war is still separating family members - many times permanently 

* Infrastructure for a school alone is not sufficient to replace family and create a lovmg 
you* environment An adequate number of dedicated, canng, and tramed personnel to 
students is important 

* The positive attitudes of personnel related to encouragement and disciplining youth has a 
great deal to do with the quality of the environment Ciudad de 10s Nliios has offered 
opportunities for trairung and personal development for its counselors Staffing is done 
with the mput of the youth council to include the resident's perspective in development of 
programs, activibes, administration and discipline 

* Participation of youth in the decision malung of Ciudad de 10s Nliios has been Important 
to the successes of the center When the youth feel that they have a say in the day-to-day 
operation and management of the project it makes them feel they have some control over 
their own lives Also, the development of youth leadershp in h s  process IS important 
Each youth has responsibility over lusher environment for cleanhness and order In 
addition, he/she has the responsibility for hsher  contr~bution to the emotional atmosphere 
of Cludad de 10s Niiios and to contribute to the development of rules that are consistent and 
falr 

* Ciudad de 10s Niiios needs to find mechamsms by whch they can contribute to and 
benefit from national policies and programs in the public and private sector for youth 
employment and small business generation 


